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ABSTRACT^ ^ ' 



This report .attempts ' to identify some caranunication problem areas 
in the Austin Independent •School District based on an Open-Ended. 
Interview Questiioonaire and a r\^twork analysis, 'Included in this 
i^eport are guidelines for communicators in different positibns in 
the (Organizational .s-tructure which have been di*awn from a canmurtica' 
tion lits'rature review. Backup . summaries of that review are alsQ 
Included. Finally, -are some sample checklists and inst3;uments fc^r 
^va-luatlbn^Of some' cahmunication '"a'Sreasi. -^-^ ^■ ^ .^^ — ^ . . 



DECISION QUESTIONS ADDRESSED 
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TEM-LEVEL DECISION QUESTIONS ' . ' * . A 

\ ■ 

Should there be changes; in irtternaL methods of communication in 
theNdistrict?'/ - . ' ' , , 

Recommejrtdation : ' » , ^ . • 

^^^^ ^ : ^' ' ' : ' ' . / • *\ 

► There should" b6 ch'anges in the, internal methods of communications 
. of the^Districta.. - ^ • ' - ' ' 

- Basis for Recommendation : * ^ - , 

■ . • * \ 

The interview questionnaire responses indicate m'any needs rn this 

*area. • ^ ' 

If so/ what changes should 6ccur?* 
Recommendations : 
\A. The School Board shbuld: 

1. 'Actively support the Superintendent ''s efforts to design 
an' ideal communication system for AISD^ v 

\ 2/ Actively support a Climate of trust and^ respect between 
\ the School Board and ArSD -employees . ' 

y 3. Establish effective channels 'of com?nunication with 
AISD employees. J * ' 

The Superintendent Should: - ' ' 

Iw Appoint a task' force to design an ideal communication 
\ -system for the AISD and he should *give his* active sup- 
port f^^this force/ ' ' ' , ^ ' • 

2. \ Actively support a training program for all Departmental 
^and Divisional persons to^irtfotm them of the responsibili- 
\ties of each division and office of the district with 
respe<i:t tP communication. ' 

3. ^ Actively support a climate of trust and respect among 

Domini stra tore and employe'es to facilitate communication. 
.4. Actively support further Study of the present communica- , 
ti6n system of AISD. and' its difficulties' and possibl* 
solutions. 

■ ' \ ■ ■ . • ■ • ' ^ 

Basis for Recommendations : - , 

The interview questionnaire indicates the needs in this area and 
the ''literature^ review .supports'" the refcoramendations , 

• ' ■ - •. \ 



\ 
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DIVISION AND DEPARTMENT LEVED DECISIC»J_ ^JUESTIONS 

1. .-Should there be - department or division* level changes in^hods 
of communication- in the district? • . . . — 

Recommendation ; " ' ' , * 

There should be changes in department of-di^^ision level communica- 
tions. ' ^ . 

• , , # • ' \ 

Basis -for Recommendation; . " * ^ 



The interview questionnaire and the preliminar/'needs survey last 
, year indicate there are needs in this a^. . . 

2. If so, what changes shoul(3 occuifT" ^ ' ' / 

Recommendations ; ' ■ , * > 

A. " The Deputy Superintendent should: 

1. Make a real effort to release information about instruc- 
tional programs and innovations to everyone in AISD at 
the same time. * ' ' . 

T. Give further support t^ across divisional. i)lanniHg and * 
coordination. 

3. See that goals and objectives of. schools, programs, and 
innovations are communicated to everyone involved (teadh- 
. ers, 'secretaries, principals, central office adminis- 

... .trator^ 

. / ' . . ' ' 

4.. .Continue arid incteas^ the current emphasis on iTpward- 
. .communication from the schools and staffs., 

/ " ' 

B. - Department and DivisiQn heads should: 

^ 1. Realize that a change is needed. 

2. ^Make an exact list of ap.1 communicating done by their 

office, to whom j.t is, done, and by^whom it is done and 
• for what purpose. Compile ajist of all duties jJerformed 
and send Vc to all other offices and schools, so that they 
will know w^io to contact about -specTific matter^. 
^; Provide divisional or depar-tmerital training of clerks ' 

^ , and secretai^ies, so that they know not only their job, 
but also- what others lin their office do. 
•. 4.. Continue to actively Lrreate a climate of trust 'and respect 
0' among your own staff members and between your" staffs and 

x)thels Tn the District. 

• « 

\ t 



5r Eliminate sbirte of ypiir overload by .passing things- dbwn 

^wh6n you receive them, not a week- later ^ 
6. Do a cui:sory s^lf-vstudy ofjrbur department or office by 
using the insfrifients in tKe appendix. 

Compile a mailing list of all departmentsVoffipes/schools 
with whom you communicate. Send copies of the list t® 
everyone and request they add^their name if they 'need- 
.your information and are not curi:eAtry on the list or 
scratch , of f their name' if they -do not need your mailings. 
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Your 

Basis ,for Recommendations : -^^ ~- -A- 

The in^rview questionnaire and the literature review, ihdi date ^ 
^ both problems, and possib-le solutions in the area' ofj^ommen^ation 

SCHOOL-LEVEL DECISION QUESTIONS . ' ' 

1. Should there be school-level qhanges in methods of c^ommunica- ^ 
'tions with respect to District infonfiation? , ' ^ 

, f Recolftmendat ion : * ... 

T~r~ ^ ' ' , • . ■ ^ 

^ There should be changes in the school-level communication-. S ' 
Basis fo> Recommendation : ' • ^ 

1 ] : .. ' ' . 

The interview questionnaire indicates, the needs in this area. ' 
As does the preliminary inquiries of 1973-74. 

2. If so, what -changes should occur: 

Recommendation ; "~ , • ' • " , 

- -h* ^ • . 

Currently, the Office of Researk and Evaluation can only indi- 
cate that ther^p isoa heed for change. Our limite.d resources- do . 
t>ermit our studying the individual school 'communication systems. 
. Principals arel encouraged/ however, 'to use th'e literature re\?iew ' 
and the checHlistS^ provided in the appendix to analyze and improve" 
thei^ own school's, ccramunication. . > i ^: 



PROJ'ECT DESCRIPTION 



A* • PROGRAM DESCRIPTION 



In^tHe spring- of 1^74, tJ}e' Office^of Resf>arch and Evaluation con- 
• ducted a, survey *o'f teachers/ principal?, central of f ice administra- 
tive *sta"ff, an^ PTA presidents in-order to obtain dnput'for assist- 
ing the. Directors of the Divisi^on of Instruction and Development in 
the. selection of evaluation. priorit-ies for the coming year. That • 
is, recolgniging the scarcity of- re30U»ce"s •for obtaining, evaluatio'n 
the Division 'wished to cafry out that evaluation which would serve 
^the information needs of the greater number of persons and groups 
in^ the districts , ^ * ' ' . ^' • ^ 

Among those areas which consistently rated higlf**'6^th- An the overall, 
sample and ip subgroup samples was that of Vcorhmunicatio^ in the 
System." It ^ppeare^ that there was a generalize/ coficern and that 
evaluation information 'would be of importance to thV system. • ^ 

The importance of tfe^ concern felt*by so many individuals in the. ' ' 
AISD organization for comiflunication effectiveness is validated in 
th'e literature on orqanizatioAal' theory : * . 



V 



organizatioAal' theory; 

A^social system mus^t <^ommunicate to survive ^nd grow. 
Communication is* the m^ns for providing intormation-^ 
penni£? the^%stem;or subsystem^to .change, *grow. 



J 



/which 



and .achieve its go^s.^- 



Cpngruently, school systems <fr^: 

• . . being inundated' by 
documents,^ reports, info; 
^4 demands, and the like. ^ 




^er worjJ^, ^record keeping, legal 
ion processing and storage 



These symptoms reflect the attempts of ^the system to is^ti&fy . the 
varipus demaigids of ^communication ^placed on it; that these attempts 
are^ in fact, of tef) *<*ysfunctional may reflect the la^k of knowl- 
edge available about "organizational communication'systetns." Most 



. \ /^3ordon Lippitt, Qtgani^a^lonal Renewal , (Engl^wood Cliffs, 
,N.J.:. PrenticerHall,' Inc., 1969), p. -52.. ' . 0 ' 



Thomas J. 
tional Survival, V 
p. 5v' • t 



.Sergiovanni,^ "The Superint^ndency and.Or^fiiza- 
The Administrator , VoJ../l> No. 3,, Sprin^97l, 
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of the theory:^that ac3iTiinistrators have learned al^out conununi cation^ 
relates to pers'on--to-person or. small group ccMranunication and is 
^ ^ d ii7 such terms a)^ "encoder/* "decoder/* and "message trans- 
mission" y but: / ^ " • ' * ■ 

■ "/ " * • . ' • ■ . 

While such a pimple description of the* communication 
process, describes the rudiments of <, a -nose-to-nose 
dialogue with immediate feedback, it over-simplifies 
the complexities involved in the internal communica- 
tion of a large organization.^* 



Despite 6ur lack of knowledge about structuring effective organiza- 
tfional communication syst^s, the need is nevertheless imperative: ' 

Communicaljfeifeh is the life blood of an .organization; ' . 

^ in fact, an organization cannot function in a healthy'' 

manner unless all members can communicate satisfac-^ . , 

torily with one another. The> first duty' of an 
^ administratbr , then, is >to develop and maip-^in 'a system 
*^ of communication that provides for an upwarQ flow to ' 
^ benefit the implementation of, policy, and an easy 

horizontal flow to facilitate coor^^ination of all 
' \parts ^of the organizaJbjLo n^^ (Emphasis added) ^ 

^B. • EVALUATION DESIGN ' -g.' 

' ' ' "-^ ' ' ' Z ' ' 

^This- evaluation wa^ undertaken in an ^attempt to provide the system 
with , information that would assist administrators with the task of 
communicating. Because this was evaluation^ at an exploratory 
point prior to* the existence of a formal "comdiunications program" 
as such,' it can be labeled as a "preparatory evaluation." The 
intent of the evaluation was to provide baseline information upon 
which program objectives in each of the system- areas "inputs, 
processes,, outcomes," might be generated. It w^'fe^ conducted^n . 
compliance with the plan^et out^ in the dociiment. Evaluation Des^ign 
for^ Communication Study , 1974'r75' (Holley^ Skinner, et al.) . 



3 " ' 
James Ct ^ing, "Editorial- on Internal Communications Issue, 

The Administrator , Vol. 2, #3, Spring 1972, p, 3. 

4 ^ ' , • 
.Harold Van Winkle, "Communication NeedsT of the Formal 

Organization/' The Administrator , Vol. 2, #3, Spring 1972^ p. 3. 
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As ope begins. to study the ccxranunication in a school district, it 
becomes apparent that the' task isi a very large one* In order to , 
narrow the task to a manageable size, ^ere^ore,, the evaluation for 
the 1974--75. schbol year was focused on Internal Communications only 





Superintende nts \ MAMAQiMtiaT 



^ Directors 4 • 

upervi8or8"Cootdinators\i mnat, MAMAfttMiMT f 
tfi tructional Coord i nfiTtorsy ' 
Area Directors \ SUPIRVISORY ^ 

Prfncipiftls; , 



Formal communication follows the' organisational structure and for 
that reason, problems of misinterpretation arise such as the one 
pictured on the next page. Communication is, in a very^real sense, 
a personal as-well as .an organizational problem. One major 
ch^lsacteristic of organizational cpmmifnication turns out to be the 
formal and informal netv/brks of communication. *In aiddition^, . the , 
many methods ^nd forms of cannmunication can be studied individually 

Within its limited time and resources, vthe Office of Research and 
.Evaluatipn has this year conducted a study limited to the following 
areas: t - , > / « 

: an inteirview survey of a cross-section^ sampling of'' 
* people on several organizational levels. ' 

• a network analysis - of ^the flow and frequency of * . ^ 
communication between 34'8 administrators and • * 

• < secretaries /^^^^ ^ » 

. • a literature"^ study 5f the ct^rirenf material on 
' organizational communication.. ^ 

* • ^ 

i ' . . . ^< 

^his has led to the initial identification of ^me major problem 
af^as . . ^ 

; ■ ■ : • ■ \ ■ ■ 
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The evaluat}.orf includes a network analysis^, of administrators and 
secretaries. This will indicate j^e^o^ of Communication in the ^ 
dij^>^ict and where problems lie io\his resp^ct^ / \ 

The literature review. was^ utilized to- establish, guidelines for com- 
^municating from specific job positions to help reduce some of the 
initial problems .of cojmnuiiication and to provide an idea. of how ^ 
others h^ve.handled ^similar ^probl^s . finally, checklists; such 
as ;the one on 'the next page, are included, for us^* in individual 
' off-ices or dei^rtm^nts to give a ver^tentative view of the .com- 
munication atmosphere of the department/of f ice and to identify 
communication strengths and weaknesses. 

It is hoped that this evaluation report can serve both as a stimu- 
lation to further diagnosis and improvement^ of the district's • 
communication system as well as contribute some specific instruments 
and aids^o assist in' this process. 



V- 






/ 


* « 


, ; ' , • COMMUNICATIC^J SELF- IMPROVEMENT LOG^ , 


f 








DATE" ' " ' ^ ^ ^ *^ 




<DATE ' ' ' t 






WHAT IS MY COMMufe^CATION 
PR0BU»1(S)? 


WHAT CAN I DO TO IMPROVE THIS"^ 


. - \ , 

HAVE I IMPROVE^? (If not, what 
additional aq^Cfhs can I take?) 


; , 

L 

* \ 


v.. ' 




• 

C 

) * 
$ 

• 












V ' \ / ^ 
i 

i 




^ /' J\ ^ 

V 


/■ 


•* 

ft 

*- r * 


1 * 
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OPEN-ENDED INTERVIEW QUESriONNAI RE' INS,:pi^^ .^y 
DESCRIPTION \^ , ^ 



To Whom was^ the instrument a<^inij5teifed ?' ' 

33 respondents from a cross-secti>sm sampling, of the District 
' from central office administrators t?>^eacher3 and %ecre- 
• taries.- • >' . , > 

•How many .administrafions were ygiven ? 
' . . one ■ . • ' • • ^ 

When ^a's the instrument administered ? . ^ 

\ . ' ' > 0 ^ - 

Jaf^uary 21, 1975 February 28"/ 1975 - ' - " 

' administered the instrument ? • • 

♦ • ^ 

, The Communi.cati'ons Project Evaluator 

What training did the administrators have ? - 

B*A. and M.A. d^rees irf Speech. Communication 

Was the instrument administered under standardized conditions? 



No 



7 



( ' Were there problems with- the inst^ent or' the administration that 
might affect the validity of the data ? 



No 



Brief ^description of the instrument ' . • ^ 

" ' Contains 27 open-ended questions concerning the methods of 

communication in the District. A copy is appended. . ' 

Who .developed the instrument ?' . - ^ 

Coriununi cations Project Evaluator. ' ' * ■ ' 

What reliability and vaJiditv data%-e available on the instrument? 




- ' ■ ■ ■ f * 

*^ 4 • ^ 
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»' ^ OPEN-ENDED INTERVIEW pUESTIONNAIRE REPrORT ^ " . ■ 

This questionnaire was designed to structure an"~^nterview with- 
a cross-section of administrators and staff. The respondents in-- 
eluded Assistant Directors, Instructional Coordinators, Supervisors, 
CoOrdinatc^s, Principals', and Secretaries. 

Of the 33 respondents, 16 had n0x worked in anothei*. school 
- system and 17 had worked xja^^^nother school system. Sixteen have 
been with the Austin Independent School District 5 years or less, 
7 have, worked for the District 5-10 years, 4 have worked for. the 
District 10-15. years, 3 hSve'been with the district 15-20 years, 
and 3 haveiworked for the District more than 20 years. v 

When i^sked if they felt the primary .goals of the District 
programs w^re communicated to them 19 said "yes,V'7' said "no," - 

2 saicJ "it could be done better," 3 said "sometimes, ""and 2 said 
they knew office go^ls, but not the .district goals. . 

When asked if they received enough formal information about 
.programs they were involved in 15 "said "yes," 12 said "no," and 

3 said "scxnetimes*." The remaining 3 only indicated hovp th^ey re- 
ceived their inf oration which ^as the last' half of the question. . 
Memos were the mosft used method of communicating to people with 
meetings being the second most Used method. The telephone was 
rated as a low 3rd. , . • 



Most of these , people attend meetings dealing with their 'own 
'special area or with their extracurricular activities (such as a 
steering committee, task force, secretary woi^kshop) . ""^fhe next most 
attended m^getings were th6 Facu3^ty and ^General Prirjcipal meetings., 
Twenty-six said they receive notification of these meetings early 
enough to plan their ^schedules, 2 indicated this was true most of 
the time, 'and 5 said th^^did not receive enough hotif icatiof\^ 

when asked if they received ^infSrmation in these meetingh ^ 
that was* applicable: 

a) to their job, 29 said yes and 4 .said 'seldom*. • - 

b) to their ^unders^tanding of the. system, 27 said* 
yes, 5' said ri^, and 1 said seldom/ 

^ 6) to District poiicjy, 26 said ye3, 6 said, no, ' 

K *1 said seldcffn. • * 

. -■: • ) > ■ ; 

When asked if they ^lad^u.ff icient input information into 
the District 23 said yes and 10 said no.. Twenty-six said they 
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had enough ♦inpilt in their school \.or de^Sartment and 3 said th^ did. 
not. ^ ^ * • . . . 

The^ methods of communicatioYi considered mo^t^ effective were 
memos- first and meeti^gs'^and f are^-.to-f ace rated equally for second. 
Thei^elephone was third' and weekly bulletins and bulletin bpards 
pwere'^not considered effec^ve: • When asked if they read all tl;ie 
.•{nemos they receive, 28 respondents said yps> 4 s'aid no^ 'and l*said 
'he "perusec^'*' them. ' - . , 



Twenty~six said th^y had seen some of the brocnures printed 
by the District and 7 said they had nojt. Some of the brochures 
mentioned were on the public school. week, the school board, and the 
school facts. . • ^ V 

Asked to consider •the bulletin 'board as .a communication *de- 
*t^ice, 15 indicated they look at their board, dail^, 6 occasionallyV 
5 weekly, 4 never, and 2 or 3 indicated once or twice, a month. 
Thirteen indicated that the ftoard was their source of, information 
cibout jobs available in the District. Twenty-one said they knew 
when jobs were available and eleven said^they did not. 

The majority of the respondents indicated that their p&rcep- ^ ^ ' 
tions of the channel of communication from them followed the 
organisational lines upward. 

When asked how they would find out different types of infor- 
mation the ^respondents indicated the fQl^owing: 

I * . 

a) to* find out the board action: 17 said they^ would read 
the minutes, 6 said they would "feisk someone who at-^ 
tended, 4 said they would attend, 11 said they would ' 
read the paper, and 2 said rthey would call Mrs. Gregg i 

b) t©,find out if they should report to^ork when" snow is 
on the ground: 28 said they would listen to the radio, 
1 said he would watch the TV, and 1 said he would come 

. . ahyway . , 

^ c) , to exchange ideas: 11 said they would see*the person 

^ and talk, 2 said they see t;hem at workshops, 8 said 

they exchange ideas at area me6tj.ngs, 11 use ,the ph<M>e, 
and 3 write notes. ^ * » 

d) to offer suggestions: 13 said they would go to feheir 
supeMor, 8 said they would offer them at a meeting'/,^ 
and 5 said they would write a memo. • * ^ 
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When asked if the questions and n^eds wef e met most of the 
resppnden^ts indicated a (freest deal of difference in -promptness of- 
reply dealing with^ tJhether the qtiestion. could be answered by their 
'superioaC 6r j^ether >.t had to jtfavel jaR 'the organ izationa;! levels/ 
'Twenty-one said that^their needs J5^ere>jnet In ^their^of fi©^^ 
mediately, 5: said th^y were/met ±j{ a relatively short perdoHjf . * 
time, ,10^ said the &iswers were delayed, arid 3 nol: at c^ll. Eleven *' 
ind^icated the^^ were.no tified, when^ 'an answer was tp be'' delayed and 
11 said they; were; not notified. Answers fjjdm people other than 
^,,;^Uieir ^superior take a longer time to hie answered*^ 
\ ' ' ^ ' ' * ; ' " 

Thirty of ^ the respondents, said they fe^t that they had' a 
poutce.^nd^fcould give feedback 'to communications when they re- 
ceives themv 2 said they felt they qbuld/not. 



*weRty-sevGn read the Messenger, IS^of J^ose like it because 
it IS rtewsy," and/* informative,"- Five do not tead the Messenger 
because it is. propaganda, too dull, ^and needs to be jazzed^. up._^ 
Thirteen people said they do not read other newsletters. .The re- 
mainder indicated' th^t they -read any that^come .(such as: the PTA 
Newsletter, the Bilingual Newsletter,, the Weekly Bulletin, and the 
AAT .^ewsj.etter) . ^etf: fa-vori^e educa.tional publications include 
the -jburnals in their various fieT^s of interest, the Tbxas O utjook 
and the Ph'| Delta Kappan.. • - ^ ' ^ 

When asked if 'they ever consult the PoUcy Boqk of the District, 
24 said yes to answer questions on leave policy, building use, and 
other policies. Six people indicated they had not looked at the 
Policy Book. Suggestiohs for improvement of the book were to up- 
date it and make it more condise and less liuljcy. Suggestions for 
othet helpful handbooks were: ' ^ j ^ ' ^ _ 

• a handbook for substitute teachers: . 

V - * • a handbook on procedures. < * 

• an orientation handbook for new .staff,, : 

• a handbook fpr. individual schools. 

r a sec2:;etarial handbook-. . ^ " . ^ ' . 

• : •a depai^tmental or divisional hancjbook. 

• a resource- djLrectpry. ' 'V • 

•* a stiiden^t handbook. ' ' \ , " • . 

Twenty-four respondents consider the- mailing system of the 
District adequate and 9 do hot. * 'Those*'who did not consider it ^ ' • 
adequate cited problems such as mutirat^mail and t^JtrmUch time. in 
delivery,.. The othef systems of communication^ (such as printing/ ' 
teproduction, telephone, and memos) were all judged effective 

When asked to rate cfefflmunications ♦ in the District, the * 
respondents/^at^ it Srll the way from excellent to very poOr. 

\ * 9 
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J . . ^ Two* said it is excellent, 8. said good,.? said relatively good, 'lO 

said fair, 2 said bad, j3*»said' popr^ and^'l said'very poor, 

• The respondents were also asked^to of^r suggestions fpr 

- . ' improvement of the commuj*! cat ions* *A^hou^h. tKe initial answers 

,i * *to the-majority of th^ iHems seen^d'to'^be p6siti"\5e a ^ o ss ^ th e 

, sections or split between ^posltiyVe and negative, the suggestions'*^ 

made by these people. 4eerfi ^to indica.te some^ major problem arenas. 
^ The major suggestions^^wef e:* * ♦ / , - 

* • 1) to decentralize some of tbe adm'^istrative staff 
" ' ' ' , especially in, the area of instruction* ' 

- > : ; . • ^ ^ 

2) /-^ to hav^ more staffs, development workshops^and 'in- 

service for all, from staff administrator§ to 
secretaries. ^ 

' . ^ ^ ^ ' k . 

3) 'to have, weekly dfep^]ft3nen€al meetings. • ^' 
V . ^4) h^ve' a speciaL^'orientatioryfo^7 new ^people. 

) ■ ■ • ' ~ / 

^ -5) train people^ to writ6 better anla njpfe concise memos. 

16) use the bulletin 'board 'to communicate with your staff. 

i 




.7) plan meetings J>fitter,' especially large ones; "have 
agendas and ^'et,^tme limits. , • ^ . • ' 

j' 8) coordinate information to -teacli^s an3" sren^ it* 

I • before something ' Ifappens. 

II - , ^ ^ . - , . .J , . , /' 
9) havei task or of fjp.ce meetings -to work^QUt ^^taiTLs of 

10) nee'S'^'mu^ more^c^bmmunics^^lon between school and 
* , central office ajid iDetw^eea (^ivisigns.J^ifi*^ within . 

f -divisions. ' "^.•i/^"' ' 

11) keep people informed about what;* affects them, 
Ij, / especially^ teachers and gjb|f^,^nembersi ^ 



^ 12) don*'t squa'sh the iVi^itiatiVfe of peoplevi<p the office* 

13)' have- one person* in each office to b^- res|>onsible-l 
I ' for communicating to otiieiig.' - , ^1 



14) hire 6ne *person to tajcte care^of aM the routii^g 
qommun^-'catiori in the District.* : i' 
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, ;15J use the vice principal to reduce the communication ^ 
load on the principal. <*. * 

^ 16) make sure the, mailing list/is complete forg^ach 
* , 'c^epartm^t. * ' ' 

^Ijave administrators a^nd school b^^d members visit 
• ' . the schools several t^^fies a yeajf. 

ISY , Answ^-all memos sent to adminis'trators. It is , 
^ ' ; embarr^sing when principals can't answer 

'teachers^ questions because they haven't gotten 
an answer from their superior. , ' / ' - 

TIjese suggestions indicate some majpr problem areas that should be 
further investigated* ^ ^ 
{ 



J 



Person 

E^sition^ 



oben-ended* interview QUEsxroi^s . • ' ' * 

The office of Research anpN^valuation is this year investi^gatkig the effective- 
ness, of the AISD* ihternarl coiranunicatlon s^'stem. Can you therefore provide us 
ntl^your reactions the 'followj.ng .questions. 



1. ^ave you ever worked in another school system? Yes ^^^^ ^No 

2. If yes, how long ago? yrss ago , What was its* size? ^student 

3. How lc5ng have Vou been in this system? • years ' 

* ,> ^ 4. Do you think thVs^rim^ry goals of the programs instituted by AlSD 'are 

' • * conraiunicated to 




5. Do you receive enough formal infoHhation on the programs in which you are 
^ involved? By what method do you receive it?' . ' ■ 



y.e^^^^a^ou regularly attend the: 



a<:^^ ^ General Principals Meieting 

^ . ^Faculty Meeting"- 

l ie Meeting 

d. ^ . D epartment-Staff Meeting , _ * 

e. _ ; ^Other (N4me_ " )* 

f^ c O ther (Name ) \ 

g. ' ' O ther -(Name < ) 

h, , \ O ther (Naijie ) 

:7. ^Do you receive njc^tif ication of meetings concerning 'you in time to reply ^ 

or plan your schedule? Ifliat is the minimum time you really .need 

on the average? ^ ^ ' \ • 

8. In each of these meetir^, is the^information which you receive applicable 
to: ^ ' « " •^ 

a. Your Job 

b. Your Understanding o£ the Machinery of the System 

c- The Policy-making , . » 

If not, why not?/ ' - ^ • 

, 9. Do you feel that you have suf f icien£ V^nput o£ information into what goe^ 
I on in AISD.? In your school/ department?. 

\' ♦ / 



- < 

10« What are the methods used to cormminicate with you at the'presept time? 
Which is the most effective? Which is' the least effective? 



II, Do you read all the memos you receive?^ If not, why tiot? . 
12» * Have you seen any brochures pV^lished by AISD? Which' ones? 



13. How often 4o you look at your school/department bullet in Jjoa^rd? 

14. bo you knc{w when there, are new- jobs open ia AISD? How? 

• * • . ? ' ' 

15. What do you perceive the channels of connrnxnication to be in AISD from' 
your particular point of view? ' ^ . ^ 



.16. -Wha^t channels of communication do you use for: 

a. What action the board took at its last meeting. 

b. You wake up, everything's frozen solid ^nd you want to find out if \ 
you have ^o report to work. I 

c. How do you exchange ideas with your counterpart at another school or 
in another* department? - . : 

d. How do you offer suggestions?'^ ' ^ 

17. Are 'your questions and needs met: 

a. Immediately. <t - N ' 

b. In a relatively short period of time. ^ 

c. -Belayed. 

d. Not at all. If not, how could-it be correc4ed"? . ' , ^ 

18. When the answer is delayed, are you notified in any way? '''^i' 

19. When you receive a communication is there a source for you taerespond to? 

20. Do you read the Messenger? ' Do >you like it? Why? , . 

Do you read any other AISD newsletters? Which ones? ^ Do you like it/them? 
Why? ' 



What is' your, favorite educational publication? Why? 

Do you ever consult the AISD policy handbooic? .For what * Masons? 
D6 you like it?' ^ .Why? ^ ' v . 

22, Do you ever wisji thwe were other kijids of handbooks? What types? 



23. * Is the mailing system in AlSD adequate? 



4 



* "24. Which are the mos^^ffective: 
a." Lar^ Meetings * 
^ b.- Small. Meetings * 



, c. Memofe"" 



d. Newsletters 
e^, Grapevine * * > 



25> What .do you tfflnk ^should be dorie.TtniTOprojftf^ cbmmunic.ati<)ns? 



^e.. brapevme ^ • > ^ 



\ 
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•26^ pb you find the following systeM^ffective^ in disseiijinating and 

Q .acquiring ihforraat'tpn? \i no^^^^lmat are the problems you have 

V — — c encountered? ' ^ < * 

a. RMToduction' ^ , ^ . 

*b. TelSphond^' ^ \ ' ' ' * \ • 

c. Printing \ \ \ 

d. llemos^^^^^^^J^ , ^ / 

• 27. What rating- would you giveM.n|errial communications in AISD? 



'Excellent - - - ^ ' Fair ' • ^ Very .Poor 



REVIEW- OF THE NETWORK ANALYl^IS 



In recent years analysis oi communication Networks -of organizations has 
becomf more numerous. These are done to give an idea of the actual 
flow of communication in organizational systems. -Researchers have 
■ found^that some^tn^nnation follows organizational lines and some do^s 
not. Thxs has of tent related to major problem areas of the organiza- 
tion. It has ..also iJidicated places where changes could be made, to 
eliminate some problems 1 , . ♦ • ' - 

Lee Thayer states thatJ^f "communications follow the organizational 
lines then it will be on-ly as good and efficient as the organization 
of the system. "1 ■ 

Daniel Katz and Robert Kahn suggest that "the efficiency 'of a group in- 
creases as the niinber of links ip the communication chain decreases. 
This is probably because leaders think they reach more staff members 
than the^ do. "2 

' - ' . - 

Network analyses show who cciranunicates witte whom and their frequency 
of the communication. It also indicates what members of the isyabem are 
isolates, and are not canmunicated with; and who are liaisdnWr fc|v 
communicators in each group. The key comiiiunicators are very^impo^tant 
because ronce they are identified, they can be trained to. improve their' 
communication and thereby improve the communication of the system. 

A Communication Network Survey consisting of 5 pages and 348 names of 
administrators and secretaries wds adapted from Pe,^^. Monge's" re- 
port ahd administe^d to those named on the list. JlWitional' infor- 
mation. about the instrument can be found on the alTached instrument 
description. This data was to provide information about who communi- 
cates with whom and how often. 

In the preliminary stages, the analysis of the data indicates: 

1. departments exhibit' a' high'^ degree of small group 
cohesiveness. 

2. communication up and dowA tHe organizational lijies 

is stronger than across* divisional and deparfinental ^ 
lines of communication. 



''^^^ 'Thayer, Administrative. Communication . (Irwin, Inc., 
Hcxnewood^961>^^ ^ ^ ^ ^ 

Daniel Katz and Robert L. Kabti, The Social Psychology of 
Organizations . (John Wiley & Sons, inc.. New York, 1966). ■ 
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4. 



6. 



7. 



none of the departments appear to be totally isol^ated 
from the xest of the district, * ^ 

indications are that there is little communication 
among schools or among schools and the central office. 
This may be that schools do not consider written com- 
munication as true communication and hence perceive 
little communication flow to themselves, 
there are some internal departmental discrepancies • 
between expected and occurring- communication patterns, 
there are some* interdepartmental discrepancies between 
expected' and occurring communication patterns, 
School secretaries tend to be isolated frc«n other 
coiranunicators,' This is interesting because they are 
priine communicators with the public, but get the least 
amount of communic'ation from any office or person in' 
the district, \ . ^ 



The departmental data frcm this study will be covered with individual 
department h^ads. The interdepartmental and school-administtative 
data serves as needs assessment data for the action recommendations 
of this study. The.individu^al printouts of networks should be utilized 
by a tasJc force to work on communication flow. 
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COMMUNICATION NKTWORK. ANALYSIS 
INSTRUMENT DI:!.'?CRIPTrON 



To whom was the instrument adm!i.nistered? 

348 administrators and their secretaries in all schools and** 
organizational divisions of the District. ' 
o . - . ^ 

How many administrations were given? - ' ' 

One: -In part to Principals at the. General Principal^ Meet- 
•> ilig and the remainder through the school mail. 

When v/as the instrument administered? 

Approximately 1/2 - April 8, 1975 -^meeting. 
Approximately '1/2 - May 12, 1975 - mailed. 

W here was the instrnmetit administered? 

. Approxihiatoly 1/2 at the General Principals meeting. 
. Approximately 1/2 through the school mail. 

Who administered the instrument? 

Staff of the Office of Research and Evaluation and ^ 
• ' f ^elf-admini^tered by administr'ators. 

What training did the administrators have 7- ^^'^^'*^'^" 

Was the instrument administered under standardized conditions? 
No ' • 

Were there problems with the instrument or the administration that 
might affect 'the validity, of fthe data? * ' 

There were problems with the hyping of the instrument, some 
• lines were uno\/bn. Two linos wore omitted on the first 
version oC the instrument. 

^ ■ / d • . 

Brief description of the . instrument: 

Contains 348 jiames coadministrators ar)d their secretaries 
with space for the respondent to indi5;ate how jfroquontly 
ho talks with each person abotft his job ar)d social topics • 

' Whd dpvoioped the instrument? ^ . 

.Taken from The Study of Communi cation Netvorka and Communication 
in Larf^e Organizations^ but adapted with AISD names. 

What reliability and validity data are available on the instrument? 
None 



Are there norm data aval lab "Ua for interpreting the rosults? 
* . None 



\ 
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William V. Haney suggests conununications pan be improved if 
coiranunic^tors are able: 



\ 



1. to recognize some of the patterns of miscommunication 
which occur in serial transmissions • . ^ . 

2. to understand some bf the factors corvtributing ^to 
these patterns 

3. ^ take measures and practice techniques for pre^^en1:- 
ing the recurrence of these patterns * • . 

On the following pages are guidel^ines to facilitate your coitimuni- 
cation, whether you .are -a supervisor or an admini^tjrator. Careftil 
study and implementation of these techniques will enable you to be 
a more efficient, effective, and- valuable member of the School * 
District. 




On this next social program, shall w^ say we support the 
concept and reduce our role or announce a sweeping re- 
''organization and kill the damn thing??^ 



William V. Hapey, "Serial Cofiinunication of Information in 
Organizations," Communication Probes , (Science 'Research Ass9cia- 
tes. Inc., Chicago, 1974), p. 125. - ' ^ . 
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COMMUNICATION GUIDELINES FOR THOSE WHO COORDINATE 
,^ UNITS OF THE ORGAJ^^TION - 




> 



3S 



I 



COMMUNICATION G^DELINES FOR THOSE WHd .COORDINATE. UNITS 
r ' (DEPARTMENT^, SCHOOLS, PROGRAMS^ DIVISIONS, ~ 
' FUNCTIONS) OF THE ORGANIZATION 



Wh^f^o ybu conimunicate about? 




The administrator and is 
communication isk evaluated 
by^his fellow a<%ii^nis- 
trators and his staffs / 



A. 
B. 
C. 
D. 
E. 
F. 
G. 
H. 
I. 



communicate about the: ^ 
\J 

History of the District 

Goals of the District 

Policies of the District 

Procedures of the Department or School 

Sch'edules of the Department or School 

•Innovations of the Disjtrict, Department, or School 

Performance of Employees ' ^ \ 

Programs of the Distript 

What^*Will Affect the Employees and Their Jobs 



How to obmmunicate effectiv:ely 



./ 



Is it easy to unders^tantj the~ purpose >of yout:^ communication? 
If not, you should:. , . . <^ \ ' ' , 

^ Decide if there is really a need io communicate. Don't 1^ 
^ * your pj^ejudice influence you;. you may be the only one who 
really needs the detailed infoijmation ydu l)ave recQi^ved^ 
If you are, xion't clii^ter up other communication channels 

* with unnecessary messages. ♦ . 
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Decide What is the specific objective of your m^|feage. 
it to inform, persuade, -evaluate, or instruct? 

Do , you -have all the salient faK:ts about a situation before you 
iccmmunicate about it? If not, you Should: 

Discover the 'present and previous conditions of the 
situation. / * _ 

JDiscover what work has, already been dd^e in the relation 
"'to 'the job or situation. ^ J s ^ 

Decide who will be affected by this cbiranuni cation. 

A. Will the message travel yp the levels ^Jf the or- 
• ganization, down, or across? 

B. Wil*l the message travel one direction and the 
, effects be felt in another? 

C. What type of mental attitude will the' receivers 
probably have when they get your message? 

Do you always decide what method of communication is' best for* 
eachj situation? If not, you should:. ' ^ 

Decide which of the following methods will help the message 
reach' the recfeivQi; the fastest land most accurate. Really 
think, about^your message and iys medium. 
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. * Type of 
Communication 


Method of^ 
Coininunicatiort 


When to Use this Ccxnmunication 


Bow to Improve this ^Communication 


Oral 
Visual 


Meetings' 
Large ' 

Small 

( . 

Memoranda 


—I ■ 

1. ' Informing heads of all de- 

p,artments and divisions of 
new policies or procedural ^ 
• > changes. 

2. ^*6oordinating the goai^-settin^ 

for the District* 

1. Making decisions about new^ 
. ' and old progr^s^ " • , 

2. ^^oordinating depai^tmental 
tasks, ^ ^ 

3. Discussing the work and plans 
of a committee or task force. 

4. Ironing out problem areas for 
conflict. 

5. Developing new policies or 
procedures. 

1. Notifying participants 'of up- 
coming events* or meetings. ^ 

2. Explaining tasks for employ-^^ 
ees responsible for the sam^ 

• job* either in the same^de- 
par-tment or acrorss \3epart- 
mental lines. * r 

3. fnforming employees* in*a de- 
,partmefit or ah of fide, of new 
policies or procj^dufal 

^ cl!^nges . - 


A. HaVe a ^canplete agenda. Know 

- the purp9s>^of your meeting 
• and arrange "your agenda to 
acccmiplish !rt. , , , 

B. Allow enough time for discus- 
sion of agenda, items, but also 
s^t a time limit to avoid re- 
peating ideas and also to fin- 
ish at the appointed time. 

C. Don't spend time in your meet- 
ing on things pebple already 
k{iow or things Vhat pertain 
to. events already past. 

D. Bi sure that the nofices for 

' ^ tpe meeting's are sent to ^p^- 

- Jiicipants i^i time for\hem^ to 
.arrange their schedules. • 

A. Make sure that memos are sent 
^J^ijji^ time for*^ feedback or action 

to be received. 

B. Wake your'memos^ cl^ar and con- 
cise by using simple, wording. 

v^. oeu asiae ^a time aaiiy to an- 
swer all memos requiring ac- 
tion 6r f^eedback no later 
than the day after you receive 

it. ' ; 

D. Make a real, ef fot;t to keep all^ 
memos to one page. 


o 

» 
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Type of 
donununicatioh 


Method of 
Communication 


When ta^Use this C&mmunication . 


How to Improve this Communication 


\ 

J 

eTral . ^ 

*\ 

/ ■■ 


V 

4 

/ 

telephone , > 
1 

« 

♦ 

f 


4. Infomifig siiper^rs of an 
employee's performance ' ^ ^ 

5. Reporting a grievance to a 
, superior. ^ . " 

6. Communicating about func- 
tions across departments 
(i,e, payroll, /budgetV' work- 
ing hours, and trainiftg) 

^7, Informing your .staff of in- 
novations in their fi^ld^ *^ 

8. Offering suggestions tc/ your 
superior, or peer aether 
department. ^ 

9. Writing summaries of ".inves- 
tigations. ^ 

10 i Providing feedback^ for a • 
memo you ?iay have received. , 

■» ^ 

1. Askijig aboui a prycedujfe ^tx, 
another office. ' i' ' 

2. phecking-on a rumor about a 
poliby . . ' ' / 

3. Asking about a functipn of 
another office-. 

4. Reminding peoj^le o.f dea^- ' 
lines and inpeti^ngs. 

5. Trying tb coordinate , the ac- 
'tivitieS'Of two offices. 

6. Seeking, opinions about -de- 
cisions or possible de- 

./isions. • / 


5» Cover only one subject per 
memo, do nqV stuff it full 
of all the things yoa'Ve beeit 
; saving for a we^k. . ^ 

\'- ' ' " ■ 

A. Make .the call short and to thel 
* ' point. ) . " J 
Make a list, of the questions m 
to^be^sure you get all \he 1 
information you 'need with onel 
call. ' ."fc' ; 1 

C. Return all the calls you rp- 1 
ceive. Don't shuffle them ^ 1 
selectively into the waste- 1 
basket. Such action has an 1 
unf avQrable^^*a|^ect 6n your * 1 
credibility. H 


r • « . ^ 
'• ' t ' ' 
*■ , • • . . " - , _ . ' 
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Type of , 
Communication 



itho^ of 
Coinifhm i cat i on 



When to Use this Communication 



How to Improve this CommunicatiOE 



Visual 
f ' 



Handbooks or 
Manuals 



Visual 



Bulletin Bo4rd 



D. 



i 



1. Describing the tasks covered 
by staff positions. 

2* Describing the policies of 
the District. 

3. Describing the procedures of 
. your office. 

4. Providing a training refer- 
ence for each st5^f position 

5. Providing a' chart of the 
divisions and departments 
of the District. 

1., Posting notices of ^interest 
about the District for all 
employees to read. 

2. Posting notices about work- 
shops for employees. * 

3. Post organizational charts ' 
' for the District and your 

Bepartm^t . 



Do not reqiiestj your secretary 
to answer calls for you'. If 
the person called you, they 
want to speak ito ypu . Your 
secretary may not have, the 
^ information to ansyer all the 
inquiries of the caller."* ' 

Make one ma,nual forgone sub- 
;ject. Do not put the policies 
of the District and the train- 
ing of an addition to your * 
office staff ^in the same 
manual. / 

Make it as clear and simple as 
possible so that the interpj?e- 
tation by different people 
^ill be the' same. 
Keep the iftanuals updated ;and 
accessible. j 

Create an attractive bulletin 
bpard by keeping^ it neat and 
uncluttered. 

Have a section for t^e new 
items to be posted that em- 
ployees look at daily.. S 
Be sure\to tdke things off jbhe 
Bullretin Board- when theix ef- 
fectiveness is past. 
D. Do not let things* be posted onl 



c. 



When to Use this Commun 



1. Explaining a particular t^^k 

2* Listening to a problem or 

. complaint about your office. 

3^4 Evaluating an, employee's 

j work. ^ ' • 

4. Asking for ideas on new and 

^ old procedures or programs. 

.5. Disciplining an empldyee. 

« 

1. Giving general information^ 
to your staff and others wher 
it will not affect their 
job, but will create a .senge 
of harmony if they^ are told. 

1. Testing employee reaction to 
.a particular new policy or 
program . 

2. When you want to mov^ a cer- 
tain piece" of general infor- 
mation fast with a fairly 
high degree of accuracy.'^* 



How to Improve this Communicatio 



A. Stay calm and objective. 

B. Try to be as 'clear 'and pre- 
cise as possible. 

C. Answer any questions the per 
son might have^ * 

D. . Listen to your employee care- 

fully. . 

E. Explain the reasons for any 
action you take — good or bad- 

i 

A. Make them new^y, interesting. 

B. ' Cover things people will not 

usually know about policies 
or programs of the District. 



Make the grapevine work for 
you by formally telling your 
staff what they need to know 
about policies, decisions,! and 
procedures. ^Then there is \ 
nothing for the grapevine to 
talk about. , " ' * 
Impro\/e by having a properly 
administered communication 
program. 



S 



When you communicate do you take time to carefully construct^ the 
message? If not, ^ you should: * - . 

Make sure th^ message is clear and simple. v 

^ Make sure th^ message follows a logical sequence — give the 
details in th^e o^rder they were given to you. ' * ^ 

Make sure.you iAclude any background inf<jrmation that is ^ 
necessary to understand the message. Don't eliminate faci^ 
you know but your receiver may not know. 

Construct your messages as close to the way your receiver 
will interpret it as possible. ^ ^ ' 

^ . :^ 

A. Watch not only, the meaning of the voJ^ds you use, 
-*but the overtones of those words. 

B. Make sure the words are not only accurate but 
adequate to convey the meaning you intend.* 




Be sure you understand your i receiver. The manner. in whiqh 
you encbde a message can ma]{e the difference ^Detween accept- 
ance or rejection of the mesjsage. To insur.e acceptance, \ 
you should ask yourself th^^e questions: 

A. How will he take this message? . 

B. Is he sensitive? 

* * * 

C. Will his age, religion, value systems, training, 
prejudices; or -ultimate goals make ar^ difference 
in the way he internets the message?. / 
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D. Is he slow to change his opinions or work habits? 
E. 



What experience does^he have in relation- to 'the^ 
message?y - ^' * * 

Wi^l the message af f ect iiim directl^j or indirectly, 
positively or negatively? 



F. 



When'^u actuaJriy send (transmit)'' the mess^ge/do you: ^ 
.Pick ar time wh^n the message wilf^S^e^ell received; 
,A. Not at. the end of the workday. 

Not during a .peak in^the amount of -Work being done. 

C. Not when an employee--4«=*6^sJ^^ upsett\ - 

* \ ^ ' 

Do you consider the physic^ setting of the transmission? I.t . 

-should be* - - * ' 




Pleasant and free from antagonizing forces,^ 

^ An. uninterrupted tran'smission, ' 

Are your transpissions consistent? "Be sure that .fc^low-up messages 
are in line wi}:h the ini1>i!||l message'^in tone and meaning. » 

' Before you disseminate the message to everyone^ do you ^ry it out 
on jsqfieone involved? this will provide a sample of "^the feedback* 
I you are likely to receive. - ' * / " . ' 



1*^ 

c 




Does your nortv^bal activity 
(actions, gest^es, facial* - ' 
•Expressions') support yoiftr 
messag:e? Many times what^e 
% . say and the way we l^dok ire* 
in direct contradiction?^' 
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Do you use dual media a^ often as you can? 



If you send a jnemo, follow-up with a phone call.. 



If it'^s an oral presentation at a meeting, have a printed 
* outline of the major points to give to your listeners or 
use the blackboard. - ^ 

Use the object itself to demonstrate if you are introducing 
new equipjient. " * ' 



If you make a phone call about an important procedure or' 
decision, follow-up with a meino. 

Do you highlight the important ideas pf your messages? 

When you communicate, do you: ^ 

Follow-up your messages a few days l^ter? 

• • '. 

•Try to find out the reactions of the receiver. Ask questions 
to^t>e sure both you and the ^feceivet understand,^ 

Listen carefully- so' that you can offer-^f eedback. ^ 



A. Take notes on ,what is being 
said. 

^B. . Be wary of by-passing and 
inference, 

C. Be wary of putting your own 
opinion or interpretation 
on a message rather than the 
sender's. 

D. Review v^at Ites been said. 




••Cltie me l.n--wa&ijthe last motirp to 
ctinstruct a new building or 
destJruct an- .old one?" 



DISTORTION 






























1 
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When you communicate, do you unknowingly create barriers, t^o that 
communication? If so, you probably: , vj/ 



Dis^rt the message sent from another department by infer- 
ring some concliisions tbSfit^re not there or iiy changing one 
word ^' a' Simpler word which may, in fact, change the > 
meaning^ . . ' f 

Add words or phrases to complete ideas that you do not 
completely understand. ' 

Omit word6 or phrases that seem to have oo significance* 
You can corrisct this by: 

A* Taking notea and giving all. the details in the 
correct 'oinder. » » 

Be aware that you make these, mistakes and make a 
real effort:%to correct them.". 



C. Decide what you know and what you are inferring 
from what you saw pr heard. 

D. flow down oral transmissions. 

-E. Reduce, the number of, links "in the chain-of- 
t; communication. 



Do you get too much copnunication — an overload? 



.Try to reiiucfe your 
communication IcJad 
by deciding what 
ccxranuhication you 
need for your job . 
and eliminate the 
other. 




Try to set limits on written communication by .keeping memos 
to 1 page ancl 1 subject. i 

Delegate total responsibilities and their, related communi- 
cations to others so that your communication can be 
limited. ^ ^ ' 



r 
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COMMUNICATI ON GUIDELINES FOR THOSE WHO COORDINATE . . 
' ■ • UNITS OF THE ORGANIZATION 



4 



hL^Si™mf"!°'' !^ efficiency of an organization with ' " 

his cqnmunication. "The top executive," says David Moberly, "is a • 
communicator, he speaks, wr^tei,^ reads, and listens 75% of the time 
and of that time, 75% is face-to-face communication."! Anyone w>ose.K 
Dob involves communicating the majority of his time should know what^ 
to communicate. Leiand Brown states that a system should keep its * 
employees informed about: " ■ 



1. 
2. 



the organization, and i,ts operations 
the policies and practices affecting the people and 
their jobs '' 
3. • history of the organization and its future. 2 

S™'^^^^"!-f^''^^''^^^°" ^ function or- tool of management. 
Brown identifies 5 of these fun^ions. . ^ , » , 

It serves as an instrument of control within and' without 
the company. . ^ , 

It provi.des information needed for coordinating Ictivi- 
ties^Of management. ' T - r 

It provides data af a.basis for intelligent managerial 
decisions. , , - ^. 

It makes possible delegation of authority and responsi-.* 
bility through a system of records ani reports. 
It functions as the essential basis of Cooperation. 3 

• % 

Communication as a function of management creates' responsi- 
bilities for the administrator. -The American Management Association 
suggests many of the responsi-bilities that administrators have to 



1. 



2. 



3. 



4. 



5. 



their staff and to-other's staffs are related to -.communication. 



i. 



Daniel Katz and Robert Kahn state that the loyalty of- employees to an 
orgaiization is affected by the information given to different groups 
m the organization about its goals, policies, activities, and 
accomplishments. 4 Administrators should tell employees about the new 



Dr. David Moberly, "Developing Formal Structures of Communic^^- 
tion m Educational Organizations," The Administ rator. Vol. 2. #3 
Spring 1972, .p., r?.; .. : ^ • * rr , 

Leiand B^eijm, Communicat ing Facts and Ideas in Bus iness 
(Prentice-Hefll, Englbwood Cliffs, New Jersey^, 1^61), p. 6. 

3 - r~-~^ 

Ibid., p.( 29. 



4 



zatrnri^^ntt ^S^T^ Robert L>^ahn, The g?cial PsVchoiogy of Oraani 
z^tion^, (JohnWij^y S Sons.Iric;, New York, 1966) , p. 223. ^ 



• 36 

' 45 



develppments in the organization f especially the.4^es that will affect 
them. The explanation should include "why thex^^as a change, exactly 
what* the change is, and to What extent it will effect him."^ 

Opce the' administrator has decided^ what .he shot^d Ind should not com-^ 
^ munica'te a|DOUt, he must decide why tie is commun«ating, Gerald 
Goldhaber asks these questions of the administrator: "Why is the 
message sept and what specific function does it serve?"^ The American 
Management Association suggests the^e questions: / ^ 



• 'Wha|: is- the objective? *■ 

• Is it (the communication) really necessary or am' I letting 
V my prejudice influenbe me? . 

• Who will be affected by this? ' ^ 

7 • «c 

• Am I feally conveying something of value? 

Iiee Thayer indicates answers to these questions lie in the kiftwledge 
the administrator has from his limited capacity for information.' 
The questions help him select his inputs and the envii^^jpnt in 
which to make decisions.^ An administrator's limited capacity for ' 
information is an excellent reason to open the communication channels 
to their full effectiveness. ^ He can then .draw on the information 
ot^iers havp about^ the subject. , , , - - 

The ^undtipns of communication are to inform, evaluate, instruct, i 
and influence another's feelings or behaX^ior. Three questions of 
concern for administrative communicators are: 

Effect:iveneas - How^ef fective Vas it? . ^' 

/ W'as the pt^rpose accomplished? 
Efficiency - How efficiently was it produced, 
"^^^ transmitted, and perceived? 

Cleairneps r How clearly did it convey *ats^ meaning? ^ ^ 

5 ' ■ . ' ' ' { 

The NFI Standard Matiual for Supervisors , TKey to Effective 

CojPnmunicatipjis," {Bureau of Busiliess Practice, IncX^ 1969), pp. 106-7. 

• ^Gerald*^M. Goldhai)er, Organizational Communication , (Vftn. C. ' 
Btown' Co. Publi&helrs, Dubuque, lowaV 1974) > ;p. 10. « 

7 » * ♦ 

American Management Association, The Supervisory Handbook (1968) 

' 8 • ' • " . * . . 

Lee Q. Thayer, Administrative Communicatiohy (Irwin# Inc., Home- 
wood; Illinois,' agei) . ' . 



^' ^Thayer, pr 8. 



Communication can be .qseful in determjining problem areas, courses * 
of action, coordination of activities, and measuring performance, 
The^ communication problems are: ' ^ 

• determining wha€^anf ormation to gather 

• locating th^ iVrformation 

• preparing it for use 

• transmitting and disseminating it 
^ • receiving information 

• evaluating information 

• utilizi^Qg information ' i , 
^ •"determining when to communicate to -whom. 

' / - , 

After the purpose is clear, salient facts about the problem or pro- 
cedure must be gathered before the administrator can communicate ef- 
fectively. Goldhaber suggests that a communicator should know: 

1. Who is involved and how often do they participate in . 
the activity?' 



2. Who started the activity? * 

^ ^ 3. What. type and how much advance work has already been 
done on this? 

4. H6w will the information travel up, down, or\ across-^ 
organisational l,ines?ll ^ — 
* • 
One other very important thing to consider is how it will affect 
everyone else. The administrator mary do this by putting himself in 
the employee's position by asking how he will react and feel. 12 

When the administrator has all the '^adts surrounding the "bommuniyP 
tion, he will heed to decide what method of cotmtfunication is belt. 
"The v^ry nature of a social system implies a selectivity of chan- 
nels and communication acts, it is a mandate to avoid some and to ' 
utilize others."!? . * 



10 

Ibid. , p. 8. 



■ ^ 



^^Goldfiaber; p. 60. 

12 , \ 

NPI Manual, p. 86. 

13 

Katz and Kahn, p. 225. 
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The classifications of caranunication are otal and visual. * Included 
in these are 3 types of organizational messages -which Redding palls: 

task messages - activities of concern ' . * ' 

• maintenance messages - commands, fJrocedure, orders, control 

• human messages - people's attitudes, feelings, satisfaction. 

All these typ6s can be transmitted, by memo, -phone, letters, or meet- ^ 
, ings. The important aspect is .what is appropriate for the information 
which needs to be transmitted. The mb^t efficient and least time- 
consuming method is the best. This, should be a 'method whicl)\3llows 
the message to be simply and clearly stated and consistent. 



IS 



Charles Redfield suggests adapting the message to the^ receiver.*^ Know- 
ing how the receiver will take a particular message, will enable you 
to decide how much and what type of responsibility to give the em- 
plojjee (receiver). Questions t6 help adapt a message could consider 
-the employee's age, ability to change, prejudice, and val«e system. 
Successfully adapted messages will "demonstrate the administrator's 
sensitivity and analytical skills." He will see the situation as the 
employee sees 

if- .17 

The message itself must, be encoded (worded) so that there is very . 
little or no; room for misinterpretation, This is* wh^re knowing your 
receiver helps because you can project whiqh words,, phrases,, and 
tones of meaning will help him understan<J exactly what you mean. The 
words must be both accurate and adequate, facts must be in a logical- 
sequence with no absence of details or facts known to you, but not 
to your receiver, IQ"^' 



"^^G61dhaber, p. 62. 

15 ' . 

Charles- E. Redfield, Communication in Management , (Chicago 
Press, Chicago, 1958), p. 29. ' ' ^ 

American Management Association,* p. 71. » 

17 

James C. McCroskey, Carl E. Larson, Mark L.* Knapp, An 
Introduction to' Interpersonal Communication^ t (Prentice-Hall, Tnc. , ^ 
Englewood Cliffs,. New Jersey, 1971), p. 221. 

18 ' , ' . ^ ' , 

' NFI ^4anual, p. 85* 



When the message is encpded/ ypii must transmit (send) it to all those' 
who need it. In order to do 4:h'is effectively, the administrator, 
Goldhaber ^tfys, should pick a time when t^ie message will be as well 
received as possible. He should^ consider 'the interaction conditions 
in the channel — the noise level, rooit^^rangeyent , the location. 
By trying thje message out on^ someone i^^i»ved first, the adm^nis- 
t;rator can avoid sane of the detrimental overtones or wo^ds that 
could cause non-acceptance. During' the transmission and feedback, . 
the sender should be sure that his nonverbal actions do not contradict, 
but are consistent with* his verbal actions. ^9 a facial expression , ' 
or gesture could destroy everything ^aid, Birdwhistl^ and Harrison/ . 
indicate that "65% 6t the social meaning an f ace-to-f ac^'conversa^jjfon 
is carried by Qpnverbal messages. "20 ^one of the best insurance poli- • 
cies for unders'tanding messages and their transmission is tj^e u^e, 
of du^l media whenever 4?os sib le and tlrue TaighligKting or iir^ort^nt 
•pertinent^deas with both^edia.^l , ^ ' " 

The responsibility for communicating a message does ndt end^ when fhe 
message has been transmitted. Feedback (reaction) , a Very. important 
part *of >ccamnunicating, should be actively soiigh.t by the adminis^traJtor. 
Follow-up messages, ask open-ended questions of the receiver. Not^^just 
"did you understand," but " what is the procedure fqr thik ohange?" If ' 
the receiver has problems, listen carefully to his questions. Haiiey * 
suggests that the sender take notes on, the problems, thep reword the 
Message, and* send Lt^agaiij. The sender musit always be a^are of infer- 
ring something the receiver did not mean by his question. Answer what? 
was asked,, not what you want him to ask. When soliciting responses, 
be sure your nonverbal communication doesn't discourage the employee 
from asking. Always be sure to sxammarize what he has said to him so 
that you know you understand. 22 ' ^ 

From tfme^ to time when we communicate, we encounter barriers to the 
communication. Haney cites (ssome reasons for the cr'eation of these ^ 
barriers: * • ' ^ • * ' 



19 

Goldhaber, p. 62, 



20 



Ibid., p. V33. 



21 - 

William V. Haney, "Serial CoiMunication of Information in 
Organizations," Communication Probes , (Science Research"Ass6^ateS/ 
1974), 'p. 132. ^ ' ^ < ' . / 



22 . 

Ibid., p. 128. 
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le receiver's desire to simplify ^the rtfe^sage. 



2. Th6 receiver's desire tb convey a sensible message, 

I ^ 

3. The rebeiyerVs ^iesire to convey a pleasant messag^. 
The .barriers i^baily^ke the ^orm of: 

.1. 'Distortion of the? message. Altering' what is afready 
thfere .to make more sense. ' ^ V 

2. emission of details in the message the "receiver feels 
are not necessary^ because he already* knows v them. 

3. ^Addition of detap.ls because the receiver did hot 

get enough information* to understand the message. 

Haney and others have suggested some simple, but very useful w\iys 
to alleviate theS^ barriers.^ 



Take notes - don't rely on your memory. * ^ . \ 

Give the next receiver ' the details- In*' thfe orci^i- they 
were give'rf^to you. . .^.-^ • ' '/^ 

Do not bypass (omit) * things you know or dg not under- 
st^d. .5. - ' 



!t infer t&ings. you h^ve not actual 



iy been b 



t:old, 



I 5. Slow <|?wn ^j?al t^nsmissions so the receiver can get" 
evfifry de^il'4ov^! - / , 

6. Simplify the- mi^sa^^pi^; aon' t distort, add^j?Cr omit. - 

■7. Reduce ^he n\a^et?o*l dlrflcT'in the chains. 

^8. Review what^you h^ve^ec^ye<} with the sender if 
^ possible - if nd^t; gp^v^ .it youtself .23-. . * 

pother problem encountered ^re^ent^y is communication overload — 
receipt o^ too mpch information. Usually the communication contain 
detailed information not absolutely pertinent to th^ receij^r^s job, 
A summary would ^jje more 'effLci^nt in th^ese cases with a 'n9taJbion of 
the placer to get the detailsU^^.^z and Kahn provide ano^er way *to 



J- 

reduce overload. Reduced input, such as reducing interoffice memos 
to a single pag^g, would cut dowji a majority of the overload to" ad- 
ministrators. Thi's would give some extra time the administrator 
could classify as time to answer phone calls- and memos. "The acces- • , 
sibility of all members of an organization.^ at any time is a tjandicap ' 
because executives need some uninterrupted 'blocks of time to make 
decisions^ sign papers, etc. "24 rpj^g j^ggt of the time your employees 
need to know^hey can see you about anything. ' 

Finally, none of these efforts will be effective^ if the administrator 
does have the trust and respect of his enjployees. You can culti- ' 
vate this by being honest with your' staff. Harold Van Winkle says 
'that one of thVbest ways to build trust and respect is to create a 
supportive climate In your department by building your employees' 
morale. Factors which affect morale are the following: j 

1. -^Interest shown by the administrator in the employees' 
.work and problems* 

i<^- ^2. Willingness to listen to employees' suggestions and prob- 
V 'lems providing adequate ^iupward formal and informal,-, 
communication. 

3. Create a good *social environment. Make your offipe a 
good place to work and let the staff form f;ciendships. 

4* Make sure the employee" knows he is accepted as a valu- 
. . able member, his work is important, recognition for . 
achievements; member of friendly' competent faculty, a 
superintendent or principal who is approachable and 
understanding. 2^ 

Putting yourself in ycJur staff 's 'shoes and^eing impartial in your 
d§^is;igs with them will create the trust and respect €rom your staff 
that Will enable all the other communieation techniques to be effec-' 
tive and enable the administration to create an efficient organization. 



24. 

Katz and Kahn, 234. 

25 " 1^ - ' - 

Harold Van Winkle, "Communication Needs of- tlffe^ormal 
Organization," The Administrator . .Vol. 2, #3, Spring 1972, p. 6. 
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COMMUNICATION GUIDELINES FOR YOU AS A SUPERVISOR 
' OF rate WORK OF OT^RS 






When you communicate, do>^,(Ji\i tiry to promote tnSs't and honesty with 
your staff? If s'o, you.pi^bably t \ • 

Try to .understand other's feelings by putting yourself in 



^eir pl'ice. 



Encourage your employees to discuss problems a^d ideas by 
^ creating an "open door" policy.. '^^^ 

• • • , • . • m • 

fee im partial and fair ia your dealings with your staff. 

Compliment your employees when they do their jobs well. 

Make<?our staff feel you care about thei^^ as "people" not' pust a ^ ^ 
worker^ 

. ♦ 

Allocate time » for communication with your staff members individually 
on a r^^ular basis. 

Try not^ to restrict' coiranunication to crisis t^mes^* take time in quiet 
periods to talk, over philosophy dnd general goals of thi^district', 
school or department. " ^ — 



Let your staff know honestly about th$ pressures you work* under. 



^ay aware of concealGd frictions between staff ^era&er/^and take 
time^to see that they are , openly dealt with^^' 

Are your employees working harmoniously r contribu^g to J^e ef- 
ficiency of :^our office - or is there dissatisfaction, in vigour group;> 
If not, you should: . ) 



Promote' cooperation among your staff. 
Promote loyalty among your staff. 



Do you give •the.same ^courtesy aii(^^ f air treatment to oaU of you 
Rloyees alike?^ If so, you R^bably: ^ 

Are lifonest with yoUr employees - let th^iT^now where they 
stand."^ ^ * ^ y 

». ' ' ' 

. • Explain distri^^ policies and changes to your staff/ 

Listen carefully to every complaint by: 

A. Erlcouraging the. employee to talk 
to you* honestly. 4 

B. Staying calm. * • ' ^ 

C. Not tak-ing hasty action — get-, 
ting all th§ facts first. * 

D. Not giving advice on perS(?nal ^ 
probleiiis. ^ 



r em- 



Are^you being pleasant, understanding, ^and-hfelpful with your pe*ople? 
Are you< 'constantly studying them individually and trying to bring 
out. their beaj^ qualities for the benefit of themselves? If so7 
youv probably: * 

Circulate ^among your staff to promote mutual trust atid respect 




Know the ffee^s, the skills, and the Irobably reactions of / 
your staff. 



. \ 





.J 




Do you cooperate with other supervisors or are you* easily irritated 
or overly competitive with them*. - 

Be^ aware of the effect. ^our "attitude has on. your staff, 
coworkers, a^d supervisors. 



^ Do you invite "ideas" from your employees and \^en employees come 
to you with their, suggestions about wprk., are you tactful/ thought- 
ful, and considerate, or do you just "throw water" on them wit li . *" 
lack of *intere,st? If so, you should: 

_ \ - " f ^ ■ 

Promote discussion of departmental tasks among your staff. 
^ .# « 

Ask them. open-ended questions to direct and encourage' their 
ideas • 



CompJ.iment members of ypur staff on well-done jobs. > 

* \^ ' " * ^ • 

Do you plan your work as far ahead a's^ossible, and do. you. coordi- 
nate the efforts qf your; employees to eliminate confus^ph and geffe 
more production? Are your: instructions clear and cor^gise, or «iis it 
the other way? Do^ou let each employee operate on his own vague" 
instructions th^t you are not quite sure ^f .yourself ? If so, 

« 

Don't suffer fran the '"I Qan Do It Better Myself" fallacy. . 
Delegajte- tasks, to your ' employees, but make sure they 
realizk that the major decisions will Be^made^by you. 



Communicate to the* employee exactly wHat you want/ the time 
available to complete the task, and then let' him work 
independently. 

^Use "Additional means of communicating new tasks to your , 
' staff — oral, written, visual, or combinations of these. 



V 



4 



* The above questions are from Ham Adams, "A' Simple Guide for a 
Supervisor," American Management Assoc*, 1970, The suggestions 
are not. . . , 
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COMMUNICATION. GUIDELINES FOR YOU AS A SUPERVISOR 
~, 'OF THfi.WORK OF OTHER? ' ^ 



Leland Brovm^s statement that "A supervisor b^fecomes a* Key communi-^ 
cator for different level's qf management" ' i§ supportefl by Myra Jane . 
Barry's study to determine the most vg^luable communication 
35 organizations and the *most valuable media to employee 
organizartions. Thirty-tHree percent of the 35 organizatidfc 
•that supervisors were th^^ ^second most valuable means of giving infor- 
mation to employees and ^% said supervisors were most valuable ;in. 
getting information from employees. ' When the employees were asked, 
38% aaid persoiial contact with th^ir supervisor was their third best 
source information with only two employee publications rating more 

•■ " ♦ « 

Realizing the importance df the supervisor, researchers '(such as Mann 
Ind Dent/Funk, Simons, Likert^'and Meyer) have spent* hours trying to 
characterize good managers, foremen, and supervisors. Although it is 
a busirvess study, Heyer's research ds valuable to organizations be-* 
cause it deals with attitudes of effective supervisory people. 
Meyer's research done in 1949 suggests the best measure is a foreman's 
attitudes toward his employees. Subsequent researchers have suggested 
that certain communication attitudes are characteristic of effective* 
supervisors in a variety of organizational settings. ^ The follow-* 
ing characteristics w,ere*found to be common to effective supervisors: 

1. He's a man with whom employees feel free to discuss important 
things about .their jobs, 

2. He lets his employees know where they stand. 

3. ^ He. is one with whom employees ffeel free to discuss personal 

problems, • * .' r ^ 

' 4. He is not ''bossy, " "quick to jfriticize," "a driver,** or 
"unreasonably strict." / * . > ^. * 

5'.' He lets employees work pretty^ much on their own instead of 
supervising* them too closely. ; 
"6. He' is a "leader.of nj^rj-,^' "likable," "reasonable." 

' > , ' ^ 

1 - ' ' ' " 

Leland. Brown, Communicating Facts and Ideas in Business , \ \^ 

(J?rentice-Hall, Englewbod Cliffs, New Jersey 1961), 14^ 

Robert D. BretK", Dynamic Management Coimnunications , (Addison- 
Wesley Publishing Co., Jfieading,. M&*s^achusetts, 1969) , *p.l4. 

^James Ci McCrosKey, * Catl E. JLrson, Mark L. Knapp, An Intro- 
ductidn to Interpersonal Communicdfion , (Prentice-rHall Inc., 
Englewood Cliffs, New Jers^y^ 1973^ / p. 206-208. 

4 . . 
Ibid., p. 206. 



Communication is directly linked, to^ supervision and employee dissatis- 
faction. Ben Grey says^ ''A ^m^rt manager can make lemonade from the ^ 
lemon of dissatisfaction. Grey's recipe for the supervisor is: to 
be -honest wii^LJ^ur employees, keep fault-finding to a minimum, and . ^ 
to complimoht yqUr workers personally on jobs well-done by recommend- 
ing * their 'Work to others. By backing your staff and their decisions 
you will promote trustf and understanding. 

Dr. Gordon Lippitt , Program Director for National Training Laboratories 
has develAed^six suggestions, based on communication, for becoming 
a betterT.eader. , ^"""X^ ' 

l:^,Be aware of your own impact on a group. ^ 

2. Have insight inta the needs, abilities, and ^reactions of others 

3. Believe sincerely in the group approach to problem solving. 

4. Understand what makes a group tick. 

5. Be able to.diagnosf 'the ailments of a sick group. 

6. B^ flexible enough to be a leader or a^embert^ 

A 

Another method of promoting h'armony, trust, and understanding among, 
your staff' is delegating jobs that give employees a chance to grow. 
This fr?^e^ you to do jobs that only, you as svjpervisor can do, and 
has the long range benefit of building a more' capable staff . ^ Do not 
delegate tasks, however/ without communicating to that employee yhat 
exactly he is^ to demand the time limit he has 'for completion. 'Be 
suye that you select the person who will do the job carefully and 
expertly , and. then give htm the. freedom to wofk^ independently with 
his ^wn, methods. 'Make sure he understands how far his authority ^ 
goes )with the task and that you have the responsibility for the fina»>^ 
decisions. Also, be sure the people affected by this decision are 
informed of the*decision and of the contingent circumstances. Finally,, 
and perhaps most importantly, let your employees know how their work 
coatrdbutes to th^. quality of the overai'l product. / 

Circulating among your staff opens both formal and inf ormarr^^ruitfinuni- 
qation. channels. Visit informally with employees about their inter- 
ests and aspirations, about -what they want from theii: job, and about 
their importance to the organization. Let them know you 'care about 
them as well. as their job. 

X. " - . 



5 ^ ' . - • 
Ben E. Grey, "How to Cope With Employee Dissatisfaction," 
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6 ' ^ ■ 

^ Brent, D. Peterson, Geralc^^. Goldhaber, R. l^ayne Pace, Communi- 
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7 

The NFI Standard Manual for Supervisors , "Key to Effective 
Communication," (Buifeau of, Business Practice, Inc. , 1969) , -pp. 94-96. 
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Finally, -one of the supei:visbr ' s mos't valuable.'^ommunication tools" is 
listening. This is especially t^e when a problem or complaint • 
aris'es. . The smart supervisbr listens very closely to gather the facts 
and to make sure that a complaint is not masking a .deeper, more seri-' 
ous problem. By verbalizing a, complaint, the. emt^loyee, many times, 
19 able to put the problem into perspective and decide on the 'action 
Himself. In this way the supervisor serves as a reflective communi- 
cator (listener only) . stay calm and be objective, and your job of 
mediator will *be easier. ° 



■A 



8 . . 

Dynamic Supervision, "How to Treat Complaints," Bureau of 
Business Practice, 1975. ' 
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CO^UNICATION GUIDELINES FOR YOU AS A 
SCHOOL DISTRICT EMPLOYEE 



Know Your School District 
? \ — 

Do you really know about your school district? * If so, you are 
probably familiar with the:^ 

History of the District - ' ^ - 

Goals of the District* 

Policies of the District ' ^ ^ - 

Procedures of 'the Department ^ * • . 

Schedules of the Department 
Innovations of th^ District and Department^ 
Performance of Employeest 
Programs of the District 
Plans for innovations 

'Know Your Communication Channels \ '^"^ 

Gan you use the communication cn^nne Is effectively? If qo, 
you probably; 

Are willing to discuss problems, ,o^\complaints wit^ ypur 
supervisor, ' ^ ' 



Get and send notices of meetings and reports. in time for 

'J . ■ 



them to be helpful. ■ 



Ahswer all the memos yoy* receive as soon as possible, being 
sure that you always answer within a day ,after it is 
received. . ' ' . * 

Make sure that any memos you send are* clear and cfoncise , ^ 
and no longer than l-page.* ' ' ^ ► . ^ ^ ^ 

" ,Use words that your receiver will understand. ' * ^ ' 

.Attend all the meetings you should, and arrive on' time so that' 
/ * you do- not throw off the time schedules oi^ others. > 

Do not return calls from someone e^se when you do not have 
«e all the information ijeeded to answer his inquiryy^^ *' 

* ' ^ Qo not. leave people holding on- the phone f^ long ^peifiods 
of time.'. , ^ ' A 

' ^'^ . *^ " ' ) ' 

Kedp the bulletin board up-to-date and attractive • . 
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Know the Receiver of Your Communication 



Do you consider the receiver of. your message?" if so, you. " 
probably: ' ' • 7 " 

Try to put yourself in, his place and underhand his feelings, 
opinions, and training. . 

• Arrange memos in a logici^.^etailed sequence. ( 

Know how yout communication will affect the- receiver and 
his work. * \ 

you ^roJi^;? (transmit) your message? If so, 

^Consider the appropriate time for the' message. 

^ ^e sure they are con^stent with your other messages. ' 

\ Coordinalie your nonverbal activity (actions, gestures:, facial 
expressiohs) to the words and your tone. 

' Use dual media as often as possible (i.e., phone and memo, ^ 
^ meeting and outline of points, etc.). 

.If you communicate effectively, ybu probably: 
Listen carefully and take notes. . 

Are conscious of not inferring, distorting, or adding to 
the message you've received. 

C . ' 

' Slow down wJiat you transmit orally.^. • . ' 

Highlight: the important points by some means. 

Try not to V.over load other^^th y9ur communications. 
Do not- spread rumors thriugh the grap^ine, but ask for^e 



truth from a knowledgeable source. %' ^ 
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COMMUNICATIONS CHECKLIST 



1 plan my coinraunication carefully. 

1 decrde on the objective for my message • 

I try to put myself in Bie^ployee's place 
when I talk^with him.^' 

I test my communication oh a third party. 

I am always cpt^istent when I communicate. 

I always try to be a good listener. 

I. give and solicit feedback on communications 
'I send and receive. 



COMMimiCATIOH EFFEGTIVENESfe CHECKLIST 



< 



COMMUNICATIOf^ 
RECEIVER 


HOW fretquent- 

LY DO YOU 
COMMtlNtPATP 


DO Yt)UR COMMUNI- 
CATIONS GET 


IF NOT, 

WHY NOT * 


^ WHAt 

'''take 


ACTION CAN I 
TO IM'PROVE*- 


Directors 




• ♦ * \ 




9 




Instructional 
Coordinators 










* 


Special Program 
Coordinators 




V 


4 S 




< 


Teachers 












/Par-en tG 










> 


Students 




• * • 




f 


• 


Secretarial Staff 
Assistants- 




- 


• * 






Custodians 












Aides 






* . 1 


• 




Voljinteers 
* 












News Media « 


t 






• 




« 

* 


\ 
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COMMUNICATION ASSESSMENT fORM 



Pleas^ answer the questions below, according to the folljbwing s 
(Please circle the best answdx) * 



1. 0 -'20% 

2.. 21 - 40%- 

3. ,41'- 60% 

4. 61 - 80% 
S". 81 -ll)0% 



1. 



Suppose you are meeting with.yout faculty and 
someone does not understand something you have 



1 2 3 4 £ 



just- said. Perhaps he- will tell you about his 
lack ojMinderstanding and perhaps he won't. 
About what percent of. the faculty are willing 
to tell you when they do not understand some- 
thing you said? tt ^ 

2. Among the other' faculty members, what ffer- 

cent do you think win tell you when they like 

something you have done or said? 1 2 3 4 5 

3* AbiDut what percent will tell you when they ' 

disagree with something you ' said? 1 ^2 3 4 5 

4. About what percent will tell you when th^ 
feel impatient or iriitated with'something 
you said or did? . 12 3 4 5 



Sm^ About what percent will teia^ you when th^y 
think you have changed the subject or 



become irrelevant? 



\^ 12 3 4 5 



6. About "iW^at percent will, you when they* 
' jfejected, embarrassed; or put " 

down--by something you said or did? \ 12 3 4 5 

7-. Now, consider what you are willing to teli 

others oi^ the faculty. About what percent * i . 

of ,th^ others are you willing to tell when 

you don't understand ^ething they'h'ave said? 1 2 3 4 5 

' • ' . • ■ 

8. .' About what percent 6f the othei^ will you < . 

tell if you like iBwnething they have done or 

• ,,said7 ... . ^ % • 1 2 3 4 5 
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♦9. About what percent of the others will you ' ♦ ^ < 
' tell when you disagree with* something they 
have^said? * • 1 2 3 4 5 

10. About what percent of the others will you 
tell when you think they have changed the 

subject or- become irrelevant? 1 2 3 4 5 

11. About what percent will you tell when you 

feel impatient or irritated? ' ^ \ 2 3 4 5 

12. About what percent will you tell when* you 

fee-1 hurt by something that they said or did? 1^2 3 4 5 



Taken from the Organizational jClimate ^ Description Questionnaire 



0 
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COMPLAINTS CHECKLIST \ 

Listen to a]^ co^laintJv whether they seem serious or not. 
Be sure to listen calmly until th^e" person has completed his 
description of the problem. ' 

Be sure you hav/^li the facts a^out the problem before^^ou 
do anything. 

Take action only if it^is absolutely necessary and only after 
you' have consulted all persons involved. ' ' • ' ' 

I 

Encourage the person fo handle the problem' himself , if. the, 

situation dictates' such 'action. " 

^ ' • > \ °^ 

Don't pry into thfe person's personal problems. 
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^ ' Evaluate Your Supervisor^ Communication 



Rate yourself on the following characteristics of good supervisory 

communication* Giv6 yourself a 5 if you do this always, 4 usually, 

* « 
3 sometimes,. 2 rarely; 1 never. , » * * 

' Give clear cut ins'tructions. y - - 



I 



Keep^ everyone concerned with a decisipn fully informed on 
progress and actionsfttaken. I 

Consult fes/her staff ^or ideas 'and promotes discussion.' 
Elicit fulj. facts and information before making decisions. 
Consult all those affected ^y a decision before finalizing 
it. ' ^ , 

^Circulate infbrmally among .staff from time to time to 
communicate informally. 



^ ^ Allocate comraunicat^ion time equitably, to all his/her staff 

. /• * Stimulate trust and openness ampng staff. 

J Handle staff communicJations and decisions ^impartially. 

i Exhibit 'fen thus iasm/ - ^ i - " 

50 points and you're a Whi^ of a commuoicator 



^ ' ^ / \ . ' . 25* points and you're a fair communicator 

' , * ./lO points Bnd you'd better impi^ove fast 
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NgW EMPLOYEE ORIENTATION CHECKLIST' 

i 




Give the new staff member a tour of the building/office 
.Introduce the new. member to all the staff 

Be sure 'all personnel forms have been properly understood^ and 
taken care of by the new staff member 

Appoint expefienrced staff member to work, closely" with the* new 

member for at least* two weeks ^(including' going to lunch 

^ogether^of ten) 
« 

_ Provide^ the ^ew member .a written description of major^^job duties 
^ Provide the new member with a written set of school/office 
policies and procedures. ^ I 

Provide written instructions for any equipriient for which the 

( 

new staff member; will be responsible X 

* * • ^^^^ 

Provide a written copy of your school/office goals a^tfl'^jec- 




tives for the year 
, Establish within the first months of his/her employment the 
objectives of the new staff ^emi3er for the ccxn^g year ^ 
Carefully review any special rules 

^Provide aii orientation which stresses the relationship ang^ 

importance of ^the new person's position to other positions 
in the district/school/office . • ' * 

4 

^ Find ont"^ a little ^out- the employee as a person, and let 
him/ber kn^w you as a person . . , , ■" ^ 
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stress^ to himAer your desire to knpw ai^d understand about 
^arty problem encountered on the job . * 
Be sure to elicit and re^poncf^ to questions the employee may 
have < 
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